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1.
A warm welcome to the December Edition of our Monthly Magazine .As always ,with
thanks for all articles and contributions .There is so much happening that editing down to the
main/key items was a little bit difficult.
Best Wishes :

Mike Morrice
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1. Overview / News Summary.

The Association of Controls Management --- Website/News Updates (December-2019)

-

Copies of monthly news-letter is available at http://www.taocm.co.uk/
Main Website updates include –
- Looking for a job , upload your’ cv so employers can find you at http://www.taocm.co.uk/6.-jobs-board.html
- Looking for a job , hundreds of new jobs posted every day at http://www.taocm.co.uk/6.-jobs-board.html
- Looking for an extensive library of free Planning/Controls info http://www.taocm.co.uk/4.-associationlibrary.html
Looking for Free Planning/Controls training videos at http://www.taocm.co.uk/a--planning-library.html
- Looking for Free copies of all International Planning Standards http://www.taocm.co.uk/4.-associationlibrary.html
- Looking for Free/Discount Planning/Controls training/CPD http://www.taocm.co.uk/1.-training-courses--providers.html
- Looking for Rules & Ethical Standards at
http://nebula.wsimg.com/d3f3cdaeb9e4d80111608bac05c6a072?AccessKeyId=206F5B5DF51AF22818BC&dis
position=0&alloworigin=1
- Looking for Membership info’/How to apply for Membership at http://www.taocm.co.uk/routes-tomembership.html
- Looking for Company/Employer International Standards at http://www.taocm.co.uk/2.-services-forcompanies-employers.html
- Looking for current Planning/Controls Research Projects at http://www.taocm.co.uk/5.-research-anddevelopment.html
- Looking for your’ nearest Area Rep’ at http://www.taocm.co.uk/contact.html
Other Updates include –

-

-

The Project Controls ECITB Trailblazer Apprenticeship scheme has now been launched (read details inside)
The Association Guidelines for Employers to comply with the International Standards/Seek Accreditation are
now available at
http://nebula.wsimg.com/977986c4fe78cad0abfd0385a6f0a70c?AccessKeyId=206F5B5DF51AF22818BC&disp
osition=0&alloworigin=1
Project Controls formally recognized as a separate/defined profession (not part of/or subset of some other
profession)
The Project Controls Awards are now open for nominations from individuals and companies (more details to
follow)
We still need a few Area Rep's ; so if you want to take part , then please let us know ?.
Finally , for those that want to become members , then go to our website at http://www.taocm.co.uk routes
to membership page and follow instructions there
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2. Routes to Membership – (How To Apply for Membership)
One of the commonly asked questions we receive is : “What does a Planning and Controls Career Path look like” .

With The Association of Controls Management it is possible to start a career with no educational training and no
experience (apprenticeships) , all the way from Students / Assistant Engineers / Engineers / Senior Engineers / Managers &
Experts / Department Heads / Directors .
Full details of routes to membership are at http://www.taocm.co.uk/routes-to-membership.html

Routes To Membership - Taocm
www.taocm.co.uk
Routes To Membership :-1.0. Student .Currently enrolled in a
suitable/approved course of study. Evidence required --- Proof
of enrollment

There are several different routes.........................
1) New Apprenticeships (launched last Month) Tailored for those with neither training nor experience.
These are a mixture of Classroom Training and Physical work experience , this allows the trainee to work and
study at the same time .
(For most employers this training is free/subsidised)
Candidates at this level would be eligible for “Student” membership
2) Traditional ONC/HNC courses . Tailored for those with neither training nor experience.
These are a mixture of Classroom Training and Physical work experience , this allows the trainee to work and
study at the same time .
(For most employers this training is free/subsidised)
Candidates at this level would be eligible for “Student” membership
3) Guys who already have an HND/BSc but lack experience . Tailored for those who already have a relevant
qualification but ,lack experience.
Candidates at this level would be eligible for “Graduate” membership
4) Guys who already have an HND/BSc and over 3yrs relevant experience . Tailored for those who already have
a relevant qualification and relevant experience .
Candidates at this level would be eligible for “Associate” or “Member” membership level ; dependant on
assessment results
5) Guys who have many years of good experience but no formal qualifications . Tailored for those who have
extensive experience but missed formal training.
Candidates at this level would be eligible for “Associate” or “Member” membership level ; dependant on
assessment results
If you need more info' then take a look on http://www.taocm.co.uk

3

The Association of Controls Management

MONTHLY MAGAZINE

DECEMBER - 2019

3. The Association’s New Guidelines for Managing/Controlling Projects
available at http://www.taocm.co.uk/a--planning-library.html
Fairly comprehensive and fully aligned with ISO Standards ; the only Planning and Controls
Guidance Document/s that are 100% aligned with proper International Standards and recognised in over
188 Countries Worldwide
For more information , how to apply to become a member , go to http://www.taocm.co.uk
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4. ECITB Trailblazer Apprenticeship Scheme – Updates-2019

ECITB Trailblazer Project Controls Apprencticeship – Now 2 Years on ..
The ECITB Trailblazer Project Controls Apprenticeship was formally launched at the Emirates Stadium/London
,on Thursday-16th-November-2017,Now 2 Years on….
The significance of this is ; that the ECITB courses are the only Project Controls training that have been vetted
and accredited to UK-Gov' standards .The addition of the new Apprenticeship allows access to proper training
,with low entry level requirements but , after training (the higher training units) are equivalent to BSc/MSc
degree level . With this type of training ,on the job experience is gained right alongside the academic and
computer training .For any companies in the UK-Gov' training Levy scheme , there are extremely good incentives
offered (look on ECITB website for details) .
The ECITB training courses are ,the only courses available which correctly recognise Project Controls as a
separate/unique Profession ; and not as a sub-set of any other profession.
One of the biggest complaints from all planning and controls professionals was that there was no formal training
or recognition for the profession .The ECITB have answered that call .Now there is .
The Expo' was very well attended (standing room only in some parts) ,with speeches and mini-lectures from
some of the industries finest ,along with some extremely well set-up stalls/stands and exhibitions from most of
the controls related companies.
Looking forward to next year already.
Mike Morrice
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5. Static Machine Learning Models Don’t Work !

Article by Eric Sachs
Using Dynamic Models To Adjust To Changing Market Conditions
Background:
One of the biggest fallacies of quantitative strategy development is the belief that a successful model will
continue to outperform indefinitely. Many quant funds mistakenly fall in love with an investment strategy on
which they have spent substantial R&D capital and countless hours developing. Understandably, when the
strategy stops performing, it’s hard to throw all that hard work away and start from scratch. A way to prolong a
strategy’s life is to design it with the notion of self-adjustment. These strategies are harder to develop but
ultimately provide the unemotional self-adjustment context when they are deployed live.
How Do You Know If the Strategy No Longer Works?
In general, there is no easy answer because every strategy is going to eventually face a period of
underperformance which could very well be temporary. However, it’s important to note that the rules by which
a strategy should be taken offline need to be set well before the strategy is deployed. Some of the guidelines to
consider are:
· If its volatility exceeds certain upper or lower threshold bounds.
· If its peak to trough returns fall below a max drawdown guideline.
· When its Sharpe ratio falls below a predetermined threshold.
· When its proportional NAV allocation falls below or above predetermined levels.

Image 1: Crossover performance chart used to validate if the most recent performance is within the expected
volatility and returns bounds. The cone in orange represents the upper and lower bounds. The expected behavior
is denoted by the mean line in the center of the cone.
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Image 2: Cross validation of daily return distribution is also a common method to identify whether there is a
fundamental change in the way the strategy performs. The blue area represents the baseline of the daily return
distribution of the strategy’s historical performance. The orange area represents the most recent evaluation
period. A telltale sign is when the skewness of the orange distribution is favoring the left relative to the blue
representation
How Are Dynamic Models Built And Validated?
In machine learning, a model is built by inspecting historical data over a certain lookback period. Here are two
methods of integrating dynamic strategy adjustment:
1) Ensemble Voting Models – Ensemble voting enables the selection of certain models from a wider universe.
Every day all models vote for certain assets and the weight of the votes are adjusted based on how accurate the
models were historically. In essence, the strategy gets smarter perpetually as it adds new uncorrelated models
based on new situations or new data. Models that are no longer applicable (those that scored low in how
accurate their recent votes were) go into a dormant stage until they matter again.

Image 3: Demonstrates how a group of available models can decide dynamically the weight of a model when it
votes alongside other models. In general is more influential based on its recent voting accuracy.
2) Dynamic Model Creation – If we limit the historical data on which a model is constructed, we can generate
new models for every predetermined timeframe or when the strategy falls below its predetermined health
score guidelines.

7

The Association of Controls Management

MONTHLY MAGAZINE

DECEMBER - 2019

Image 4: Cross validation of dynamic models every six months. The green section is the timeframe used to
develop or train the models while the purple timeframe is used to test its efficacy. Please note how the testing
period never overlaps the training period. This is done mainly to reduce overfitting as we always strive to test
against unseen data.
Summary
Incorporating dynamic models provide several benefits:
1. Prolongs the efficacy of an algorithmic strategy.
2. Supports self-adjustment to respond to changing market conditions.
3. Dynamic strategies are harder to overfit since the rules are subject to change and are data dependent.
Consequently, they are less subject to human bias.
In this article, we have demonstrated why dynamic model construction is important. We also provided some
guidelines to consider regarding when to sunset a strategy.
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6. The Main Factor for Project Success

Article by Andy Stearn

In my experience, the most successful projects have one thing in common. This is a wellplanned and very detailed scope.
To put it simply, the scope essentially summarises the client expectations and
requirements and how they are to be achieved. Usually we receive a full scope from the
main contractor or consultant. With a full scope, we analyse the information to clarify
specifics and/or propose improvements where we see any. This makes sure our bid is as
competitive and as well planned as possible
Occasionally we receive a more basic scope or have to design one from scratch. When
this happens our Smartcomm specialists meet with the client to fill in the detail, making
sure we really understand the vision and requirements for the relevant space and how
we can best achieve it within budget.
Building and analysing a scope is an in-depth process but worth the effort. The ideal
scope is one which everything is defined as closely as possible, including what is
required from each department, i.e. what the programmers need to do, what needs to
be built into the racks etc. This also helps manage the supply chain, important for
making sure the project runs on time.
Preparation and planning at the outset can close down unknowns and pave the way for
a successful handover at the finish.
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7. Hummingbirds ,PMOs ,and Vocal Learning

Article by Philippe Husser

In my previous article related to why agile PMOs are similar to hummingbirds, we have shared why the
hummingbird is a symbol of an agile PMO. Today, I would like to explore one more characteristic: vocal
learning, i.e. the ability to acquire vocalizations through imitation. Analyzing the way organizations sing
or speak with linguistic tools provides rich information to PMOs about their beliefs, fears, thinking
patterns, social relationships, and personalities. PMOs have a great opportunity to evolve the way they
communicate and influence their environment.

Hummingbirds Acquire Vocalizations through Imitation
Hummingbirds can create sounds that are both vocal and non-vocal. Vocal sounds are made with the
voice box but the non-vocal aerodynamic sounds are made with their wing and tail feathers.
Hummingbirds’ songs are higher pitched than those of songbirds, but they are amazingly rich, and in
some species they can be quite complex.
A few bird species share with humans the ability to modify their vocalization late in life. Vocal learning
has been repeatedly demonstrated in two bird orders, Passeriformes (specifically the oscine songbirds)
and Psittaciformes (parrots). Hummingbirds are the third order capable of vocal learning. Like humans,
they have developed the rare trait of vocal learning, i.e. the ability to acquire vocalizations through
imitation rather than instinct.

Fig. 1 – Hummingbirds learn to vocalize over time
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In the same manner, a PMO communicates with three different "media" (the humingbird wings,
feathers, and song).” A PMO "sings" while speaking, writing and producing project data, analysis, and
reports. A PMO also "sings in a choir" while animating project meetings, training sessions, mentoring
activities. Finally, a PMO fills its world with a style, a culture thanks to a multitude of signs and actions
that permeate the project environment (the team, the stakeholders, and the organization as whole…).
The PMO’s project ecosystem is most of the time rich and complex. It has a distinctive culture. It is thus
important for a PMO not only to understand this culture (this type of "song"), but also to benchmark it
against different ecosystems, and then to adopt by imitation the best suited style (the most beautiful
"song").
Many tools are available that PMOs can use to describe the "sounds and songs" of their environment.
One of these tools I like is called Linguistic Inquiry and Word Count, or LIWC[1]. It allows studying the
various emotional, cognitive, and structural components present in individuals or groups’ verbal and
written speech samples. As a PMO you can use it to analyze your organization linguistic style as well as
your project styles.
The graph of fig. 2 shows an example of such an analysis. It compares how three firms from one
industry present themselves in their annual reports. Each report counts around 50,000 words.

Fig. 2 - PMOs also can learn to vocalize over time

Many dimensions are available to the researcher. The graph of fig. 2 focuses on seven of these
dimensions: level of analysis, influence, authenticity, affiliation, power, risk, and money orientation.
It is up to the PMO to interpret the meaning of such a graph and to elaborate a project communication
strategy dealing with the organization's style.
For instance, interestingly, the organization A (continuous dark blue line) regularly demonstrates the
best financial performance (as noticed in the annual report). It is also the organization showing the less
money orientation in its official discourse, as noticed through this linguistic analysis.
The reverse is also true. Organization B (doted light blue line) shows the lowest financial performance
and the highest money orientation.
The level of affiliation (the reference to others) looks important too. When analyzing this dimension, a
PMO finds an opportunity to study the relationship between affiliation and all sorts of dimensions like
performance, power, and influence.
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Instead of comparing business organizations, a PMO can compare the words used in projects or groups
of projects managed as a portfolio. A typical Project Portfolio Management data base in a large
organization can contain around 1,000,000 words. This is largely enough to offer a sufficient level of
accuracy in a linguistic analysis. Departments, functions, regions, and projects show specific linguistic
structures that a PMO can use to propose and drive improvements.
A typical example comes from the evaluation of the positive and the negative emotional content
related to a specific project. An unbalanced level focused on negative traits may be a sign of difficulties
and a trigger for some work on the facts and on the morale of the project team.
PMOs have thus a great opportunity to evolve the way a project communicates and adjusts to its
environment. It is not a question of making the project become a chameleon and of losing what makes
it special. It is a question of finding where and how to best support the project team and its
environment through a focused communication strategy.
If we apply this principle to the organization B for example, it means that the (strategic) PMO may
push this organization to focus on the level of risk which clearly appears in the analysis and less on the
money orientation (making profits or reducing costs).
Listen to the hummingbird
Whose wings you cannot see
Listen to the hummingbird
Don’t listen to me.
Leonard Cohen, Sweet Little Song
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8. Lean v Agile. What is the difference, really ?

Lean vs Agile. What is the difference, really?
Article by Emmanuelle Verhagen
Oftentimes both terms are mentioned in one and the same breath, but are they interchangeable? Where do
they come from?
On Lean.
Lean as a term is coined in the 90ies and reflects the ideas and practices behind the Toyota Production System
(the car manufacturer). Lean is short for Lean Manufacturing and aims at focussing the production effort to
generate true customer value by reducing everything else (which is considered to be waste). It’s basically a way
to make manufacturing systems customer centric.
The key concept in lean-approaches is waste or, as it is called, “Muda” (Japanese for waste). Next to this direct
waste (Muda), oftentimes the terms “Muri” and “Mura” are used, designating secondary waste stemming from
either overburden (Muri) or from unevenness in workloads (Mura).
The reverse of waste is “value” and is, in Lean, defined as any action or process that a customer would be willing
to pay for.
This implies that in order to become Lean every process is evaluated against the customer relevance and either
considered a waste or a value-add. In a service organisation this entails often that the whole meeting-approach
is turned upside down (and slashed), a strong push towards automation, eradicating multi-tasking, etc. The time
expenditure is geared towards the things of which the organisation knows customers will need in the future and
aim for a delivery as-fast-as-possible.
The emphasis of Lean is on the system “as a whole”. There is always a helicopter perspective at play and micromanagement is shunned (micro-management generates non-value-added work, which is exactly what is not
acceptable in a Lean system).
Related concepts are:
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Six Sigma: set of techniques and tools focussed on eliminating defects and reducing variability (6 sigma
variance is a statistical concept by which is designated that, in case of a production line the output is
99.99966% free of defects, or in short: 3.4 DPMO (defective features per million opportunities)
 Value Stream Mapping: method for analysing the current state of the system and designing the future
state: the core to many system improvement initiatives.
 Kanban: an inventory-control system to control the supply chain. It is the key planning tool in a lean
system. A Kanban (Japanese for Billboard) is a card that states the inventory going in, being in and going
out of each subprocess or task. It enables you to see the backlogs, where inventory is being built up, etc.
In short where the potential for the creation of Mura and Muri exists.
 KPI of Key Performance Indicator and Balanced Scorecard: means of tracking the system as a whole,
focussing the value-add of the customer and evidentiating the interrelationships between the customer,
financial resources, organisational capacity and internal processes. It’s a way to track the execution of
the company’s strategy.
 The Deming Cycle: Plan-Do-Check-Act (which is core to continuous improvement or Kaizen).
In short the lean principles are:
1. Define Value: you need to understand what brings value
2. Map the Value Stream: how to create and deliver the value to the customer
3. Establish Flow: create a continuous stream end-to-end
4. Implement Pull: make the customer aware and nurture the perceived need for the value (the customer
has to be aware that there is value produced): no pull, no production
5. Work to perfection (continuous improvement)
6. And: mind the waste :-)
On Agile.
Agile was launched in 2001 and comprises a set of principles put forth in the infamous Agile Manifesto and
stems from the software industry as a reaction against the heavyweight methodologies that were the norm and
out of frustration because so many projects were never really delivered upon within time and budget.
Agile starts with a set of values which are at its core:
 Individuals and interactions over processes and tools: i.e. self-organisation and motivation through e.g.
co-location, working in pairs…
 Working software over comprehensive documentation: focus on the added value (working software)
over wasting time on writing lengthy manuals
 Customer collaboration over contract negotiation: not all the software requirements can be clear at the
start of a project. Therefore a continuous involvement of the customers is necessary throughout the
project
 Responding to change over following a plan: quick responses to change and a continuous development
The typical work method is called the Scrum which is a flexible, “holistic” product development strategy where a
development team works as a unit to reach a common goal.
A scrum team consists of people fulfilling 1 of 3 roles:
 Product Owner, representing the stakeholders and the voice of the customer. The PO is responsible for
ensuring the team delivers value to the business. Typically user stories are used to point to the value
components. (S)he manages the so-called product-backlog: what needs to be developed.
 Development Team: responsible for producing and delivering the chunks of value (called: potentially
shippable increments or PSI) at the end of each Sprint. A sprint is a block of time reserved to work on an
item of the backlog. Usually the period spans a couple of days to a month.
 Scrum Master. This is not a team leader, but the person responsible to “hold the space” and make sure
the team can deliver free from distractions from the outside. (S)he also ensures that the sprint runs
smoothly and according to the rules. The role is that of a team facilitator or servant leader.
On Lean + Agile.
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More and more we see a combination of both Agile and Lean approaches melting into one. This is especially true
in a start-up/scale-up environment where scrums make it difficult for larger chunks to be handled (unless they
are arbitrarily cut up in smaller pieces). A Kanban approach can provide the overall framework and the handling
of larger workpieces while scrums allow for the nimbleness and the self-organisation and feedback benefits.
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9. Incompetence & Learning in the Workplace : Don’t be the one-eyed man

Incompetence & Learning in the workplace: Don't be the one-eyed man
Article by Tahar Alloui
You might have noticed that despite having a long experience in a particular field, a significant number of
professionals still lack essential knowledge and skills to fulfil some of their responsibilities in the workplace.
Moreover, many of them cannot identify or recognise their knowledge/skill gaps or can even get trapped in the
false belief that they are good enough or expert at what they do while they are not (something widely referred
to as the Dunning-Kruger Effect).
This problem gets worst in organizations where there are no clear competency standards, no competency
assessment and no professional development plans which would make experienced or freshly graduated
employees aware of their actual competency level or make them acquire the necessary skills for their current or
future roles. Too often, the absence of a sufficiently knowledgeable/skilled person in the team makes the adage
"In the land of the blind, the one-eyed man is king" becomes reality.
The false belief of being competent or sufficiently competent that the "one-eyed man" experiences is too often
reinforced by years of isolation or lack of exposure to experts, standards and from other genuine sources of
information and knowledge. Moreover, when the employee's competency is overrated by colleagues and
management, it contributes to keep the person blind to see their own weaknesses. All this ends up affecting
negatively the employees’ professional development and therefore, limiting the opportunities which they can
take advantage of in the future. How many colleagues or friends have we seen reaching a point where they were
no longer developing themselves? How many of them seem to be content and not feeling the need to go
beyond what they have already achieved in terms of competency/Growth whether it’s good, bad or average?
Unfortunately, not all companies can afford or are willing to develop their employees particularly in this era of
harsh competition and complex/ever-changing job requirements. In this regard and since we are not in an ideal
world, you might have noticed that not every manager is keen to spend time and energy to develop their
subordinates.
If you ever find yourself in such companies, you will be on your own and the only thing you can rely on to
succeed in your current position and prepare yourself for the future is your attitude toward learning and your
knowledge/skill acquisition skills.
Reinforcing the illusion:
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What makes things worst for employees who lack certain skills which are essential for their positions is that
many organisations tend to make up for their weaknesses instead of assisting/encouraging them to identify and
develop the necessary knowledge and skills for their positions. In such organisations, managers would naturally
prefer to rely less on incompetent employees by:
 Reassigning some of the responsibilities and duties of the less competent employee to other team
members who are deemed sufficiently competent
 Limiting the complexity of the tasks assigned to the less competent employee
 Lowering the organisation expectations in terms of work quality and efficiency. Many organisations tend
to be more demanding from their competent and high performers than from under-performers
The consequence of the above measures is that the less competent employee gets less challenges and
opportunities to learn and evolve. The interesting thing is that too often, incompetent employees can have an
illusion of mastery and effectiveness once they reach a certain control over their simplified/reduced
responsibilities particularly if the organisation don't expect much of them. This unfortunately sets the stage for
stagnation and complacency.
It is worth mentioning here that in certain dysfunctional organisations, incompetent employees can ironically
have better chances of getting promoted since they can project a false image of self-confidence, resoluteness
and excessive optimism which can be mistaken as leadership traits. This can ultimately undermine both the
employees’ professional development and the organisation they work for.
Learning in the workplace, a sad reality
Throughout a career spent in a relatively complex and demanding engineering field, I have had the chance to
mentor and coach a number of freshly graduates and new joiners in different industries and organisations. I
have also had the chance to work with colleagues who had had years (or for some, decades) of experience in
their fields/disciplines. This has given me plenty of time to observe the sad reality that far too many people do
not know how to learn, do not have the right attitude toward learning and do not seem to be aware of the
consequences that it can have on their personal and professional lives. The patterns that I have observed are
recurrent, widely documented and can be summarised as follows:
 The difficulties that many employees face to get up to speed with a new position, a new organisation or
a new industry
 The fact that in many organisations, a sharp learning curve can be perceived as threatening, frustrating
and can even impact the employee's self-esteem which in turn would affect the employee's perception
about change and challenges
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The fact that many employees stop learning after a given time spent in their position or after reaching a
certain point in their career
 The fact that too many people fail to reach a decent level of competency regardless of the the number of
years that they spent working in a particular field/discipline
 Training programs in all their forms (classroom, e-learning, etc.) too often do not bring the expected
results in terms of competency development since many employees are either not sufficiently engaged
in their competency development or have poor knowledge/skill acquisition skills. Have you noticed how
many people seem to benefit far less from a training program than their colleagues do?
There are certainly several causes which explain the above consequences but the quality of the education
system in different countries around the world, whether public or private, seems to be one of the main
contributing factors as it tends to produce individuals who only know how to be taught but not how to learn.
Worst attitudes affecting learning in the workplace:
 Not perceiving the value in it: Not believing in the importance of effective and continuous learning for
both personal growth and career success. Not realising the consequences of a bad learning attitude and
bad learning skills on our personal and professional lives. Many people find it hard to perceive the real
value of effective and continuous learning since its positive impacts are not necessary observable in the
short term. Additionally, we are far from being in an ideal world where people are always promoted or
recruited based on merit. Therefore, individuals who have never lived or worked in a meritocratic
environment would tend to be more cynical toward the benefit of learning and more into other
stratagems to get recruited or promoted. Simply put, perceiving a value in something makes it easier for
us to be motivated and dedicated to achieve it
 Spoon-Feeding: Many people rely only on their managers and colleagues to show them how to complete
tasks, to explain how things work or in other words: to spoon-feed them knowledge without taking the
initiative to research the topics they need to know about, to internalise the information they acquired
and further explore their fields in order to get better at what they do. Although interacting with others is
important for learning, the problem with relying only on others to lecture us on every aspect of the job is
that our knowledge/skills will not go as far as what they have shared with us. Nowadays, the complexity
of most job positions make knowledge acquisition through discussions useful only to scratch the surface
of a particular topic, clarify complex concepts or to put us on the right track to learn more but certainly
not to go deeper into the discipline/area we want to explore
 Reactive Learning: Relying only on assigned tasks to learn and just seeking the minimum required
knowledge/skills just to get the task done. The problem with this approach is that the knowledge/skills
acquired end up to be random, unstructured and incomplete as much as the tasks that we are being
assigned with. This approach also makes it difficult to adapt to a new environment (new position,
project, company, industry, etc.) or solving unusual problems as the employee has never learnt beyond
the tasks that he or she has done in the past
 Avoidance: avoiding challenging assignments or tasks out of insecurity, fear of blame or simply avoiding
the discomfort of being new (or bad) at something. This behaviour can be found in individuals not
perceiving the real value of learning (as explained above) since they are happy to trade learning benefits
for their comfort zone. The avoidance can be intentional as well when the employee uses strategic
incompetence to avoid a particular task or assignment. This behaviour can also be the result of some
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psychological disorders which dictates a careful coaching of the person and sometime, some professional
help
 Isolation: Staying isolated from learning-stimulants such as exposing oneself to sources of information
such as books, articles, magazines, newsletters, forums, conferences, webinars, discussions with
colleagues/experts, enrolling in associations, institutions and social network groups to keep us engaged
in our personal and professional development
 Mimicking others' attitude: Unfortunately, too many people in the corporate world are adopting the
attitudes described above which are then established as the norm (passivity, reactive learning, etc.). The
problem is that new joiners can end up unconsciously mimicking these attitudes to seek conformity with
the group
Knowledge/Skill Acquisition skills:
Having a positive attitude toward learning is somehow the fuel which feeds your learning engine but it is your
knowledge and skill acquisition skills that will make you an effective learner and take you far in your
discipline/craft.
Whether you are a freshly graduate or experienced in your field, the effectiveness of your learning skills will
determine the level of competency and expertise that you would reach after a given period of time. Here are the
core skills that are critical for an effective learner:
 Knowing how to explore the unknown: Knowing how to identify the knowledge and skills that we need
to acquire in our field/discipline using diverse sources of information. The purpose here is not to
research every detail of the topic of interest but building a high level view of how the topic is structured
and its main concepts which we will need to research afterwards. The high level view can be refined and
detailed as you progress in your research but the key point here is seeking to build a complete,
structured, and clear view of the key information and skills of the topic of interest. This might take:
identifying and reading introductory articles and books, interacting with knowledgeable/experienced
individuals at work or on the web, enrolling in training programs, researching the market, seeking
mentoring, etc.
 Summarising and Mapping the unknown: Finding out how the unknown concepts and information of
the topic of interest are structured/inter-related and representing them graphically or textually. I
personally prefer graphical representation tools such as Mind maps (You can use a software such as
Freemind to build mind maps) which help representing conveniently the information/concepts that you
need to learn and give a multi-level view of the topic which can be detailed as necessary (see examples
below). Knowledge is structured in nature which means that information can usually be organised in
levels and sub-levels. This makes the learner know the information that he or she needs to acquire first
and the overall sequence of the learning process (starting with the first levels and then moving into the
sub-levels). This also prevents the learner of jumping into advanced concepts (sub-levels) before gaining
the necessary information of the first levels (prerequisites) and which are necessary to access the sublevel of interest
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Researching: Once a complete multi-level view of the topic of interest is built in the learner's mind and
represented using a media such as a mind map, the learner can start to research the sub-level
information of each of the previously identified levels which form the first layers of the mind map.
Particularly for skill acquisition, this step means to acquire the foundation knowledge which is necessary
to learn and practice a particular skills whether manual or intellectual
Practising: Which is necessary to learn and master any particular skill whether manual or intellectual.
Practice makes perfect. The learner should always seek opportunities where the skill of interest can be
practised with some reference to which the skill execution can be evaluated against. The reference can
be a person who mastered that particular skill or some objective performance criteria/indicators
Internalising knowledge: or in simple words, seeking to make sense out of newly acquired information
and identify logical inter-dependencies between them and the knowledge that we had before the
acquisition. Resolving logical conflicts between our existing knowledge and the newly acquired
knowledge. This is a repetitive mental process which can be undertaken anywhere by thinking,
writing/sketching on a paper our understanding of the new concepts, researching, asking questions,
sharing our thoughts or even teaching. Internalising a new set of information makes it easier for our
brain to structure them, link them to our existing knowledge and memorise them. It make it also easier
for the brain to combine information, extrapolate and create a new understanding of similar/analogue
concepts. As a structured and inter-related set of information (knowledge) grows in the learner's mind,
learning becomes exponentially more efficient and faster since the possible logical inter-dependencies
with the existing knowledge is higher (you might have noticed how knowledgeable people tend to learn
faster). Unfortunately, many people do not put enough effort to internalise newly acquired information
and do not realise its importance which makes them forget easily the acquired information and lose the
opportunity of boosting their knowledge acquisition skill
Identifying and using your best learning style(s): Some people acquire new information from what the
hear (auditory learners), other people can memorise better the things they see or read (visual learners)
while certain must write or use their hands to learn (Kenesthetic learners). In reality, most people learn
new information using the three learning styles with proportions/abilities which differ from an individual
to another. Therefore, it is important to identify the learning style(s) you are most comfortable with in
order to maximise your knowledge and skill acquisition. Learn more about learning styles here
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Challenging recent or deeply rooted misconceptions: Acquiring a wrong understanding of a particular
concept can happen during the knowledge/skill acquisition process. The wrong understanding can even
be validated and reinforced in the learner's mind if the learner is not exposed to contradictory
information which would help to correct the wrong understanding. This makes some misconceptions
hard to spot and correct. Therefore, it is critical to realise it and adopt approaches such as: diversifying
sources of knowledge and continuously internalise any new information in order to spot contradictions
which would help correcting recent or deeply rooted misconceptions
 Sharing with others: This is one of the great ways to gain knowledge but unfortunately, it is also one of
the most overlooked ones in organisations. Sharing knowledge through discussions, presentations,
teaching, coaching or mentoring allows us to internalise our knowledge, challenge existing knowledge
and correct recent or deeply rooted misconceptions. It is also a great source of motivation to learn more
about a topic particularly when you get difficult questions or when you hear a new concept which you
were unaware of. I must admit that for years, this has been my main source of motivation for learning
 Assessing your competency against an established reference: As described earlier, our perception of
our own competency can be highly inaccurate and misleading. Therefore, it is important to look for
opportunities where our competency can be assessed externally against an established standard or
reference either by testing, certification or seeking a formal competency assessment from the
organisation we work for or from an external institution. Getting an unbiased view of experts about our
own competency is a great way to see what we have achieved and identify what we need to learn next.
Most importantly, it helps us to avoid underrating our own competency which may affect our confidence
in our abilities and at the same time, to avoid overrating our competency to a point where we will feel
like the one-eyed-man in the land of the blind
These were my thoughts about incompetence and the importance of learning in the workplace. I would love to
hear your opinions about the subject. I personally consider this topic as a critical issue which affects people's
lives and organisations in general. I believe that knowing and applying the concepts described in this articles can
make us not only better learners but also better mentors who can help people around them to reach their full
potential.
Feeling like the "the one-eyed man" can happen to anyone. I find it fascinating that this concept has been
known for centuries, yet we still experience it and witness its consequences around us. I think that Socrates puts
it best:
"I am wiser than this man for neither of us appears to know anything great and good but he fancies he knows
something although he knows nothing whereas as I do not know anything so I do not fancy I do. In this trifling
particular, then, I appear to be wiser than he because I do not fancy I know what I do not know" Plato's
Apology of Socrates
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10. Construction Claims – How an Expert Witness Helps You Win

Article by J.Norman Stark
Construction claims’ prosecution and defense present a serious challenge to the construction attorney. The intricate legal
process begins with the ALERT of an onsite incident, accident, or fatality. Immediately following the initial client intake
interview, through investigation, discovery, and trial, a construction lawyer is presented with the daunting task of
continuing re-education. This includes the need to investigate, recognize, and evaluate complex, technical construction
terms, processes, standards, material facts, and assemble evidence necessary to prepare and present the entire case in a
clear, convincing manner to the court and jury.
Construction claims may often include not only labor, materials, equipment cost overruns, and claims for losses in
productivity, but also time-related damages for:
 Delay
 Acceleration
 Jobsite overhead or general conditions expenditures
Contractor claims may include requests for equitable adjustment to the contract, or for breach and subcontract terms and
issues.
How Construction Lawsuits are Won
Effective preparation and prosecution of construction claims requires developing credible entitlement arguments,
implemented with accepted methods to quantify damages sustained, all supported by construction project records and
documentation. Construction lawyers frequently retain a consultant expert witness, with the experience and knowledge to
advise and assist with construction claims’ prosecution or defenses.
The expert witness retained by construction attorneys, and often by clients directly, has the experienced “know- how” to
investigate and evaluate potential claims. The expert may immediately inspect the construction project site to obtain and
confirm facts, witnesses, and evidence necessary to support their positions in prosecution or defense of claims. The
retained expert(s) can also provide litigation assistance to the construction lawyer, to obtain the optimum return on
litigation investment. By using forensic investigation and developing and providing detailed expert reports, they encourage
early settlements to resolve claims without costly litigation in time, emotion, and money.
***
“Where Experience Counts, Count on my Experience”
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11. What Digital Transformation is not about

What Digital Transformation Is Not About
By Roland Rust

There is a lot of misconception about the term “digital transformation”. Since it has become a buzzword,
everything that looks from afar to be “digital” is sold under that label. I won’t go into details about what digital
transformation actually is. There is enough material out there.
Every organisation is occupied with many activities that keep their IT departments busy. These projects might
change something for good within the organisation. They might even have a positive impact on the business. But
they don’t transform it.
Just because an organisation releases a smartphone app or offers some interaction on their website, it doesn’t
mean they are transforming. They are simply doing their overdue homework. Their business model remains the
same.
Another important remark: digital transformation depends on innovation. Just because something is new to
your organisation, it doesn’t mean it’s innovative, right?

Going Paperless
This one scores highest. Every week I get a handful of requests to help organizations with their challenge of
implementing paperless processes. Don’t get me wrong, but this should have happened 15 years ago.
The good thing: it is important nonetheless. It has a positive impact on the ecological footprint. It has great
potential for optimisation. And it is better late than never.

Becoming Agile
Agility is one of the most important traits for surviving upcoming economical and technological changes, in my
opinion. But agility alone doesn’t mean you’re transforming digitally. I often observe this kind of thinking in
organizations that are doing digital business per se. Traditional banking is a good example.
The good thing: implementing agile practices also transforms an organisation in a future-oriented way. And any
digital transformation strategy is doomed without agility.

Implement Advanced Technology
Large companies especially are trying hard to implement hot technologies such as machine learning, artificial
intelligence, blockchain, cloud computing, big data analytics and so forth. Often it’s about stylizing themselves as
being “innovative”, without understanding how these technologies can change the way they’ll do business in the
future.
The good thing: experimenting with new technologies is a sign that the organisation is doing well and can afford
a research playground. Plus, employees start to think outside the box and might come up with ideas for how to
change the way they work.

Switching to Cloud Services
Cloud services once were truly an innovation. Today, cloud services are often provided by the same vendors
who formerly delivered on-premise solutions for the same standardized business processes. Using their tools
online might be a novelty for employees. But “switching to the cloud” is just a tech change, not a
transformation.
The good thing: employees will be happy to be able to work from anywhere on a web browser. They will be able
to deliver better services to customers. Most of them will think that they now work for a modern company.

Me too
Companies always watch their competitors. OMG! They just launched a chatbot! We need to get one out as fast
as possible! I suggest staying calm. See how it works out for your competitor. Does it really add any value to the
customer? Sometimes it is wise to let them waste their money first.
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Unfortunately there is no good thing about just quickly copying what your competitors did. At best, it’s a waste
of resources. At worst, it will ruin your reputation.

Who cares?
This article is the result of a lot of discussions via DM. I started to copy and paste my explanations. Now I have a
single link at hand to send to people. If you agree, feel free to use it. If not, let me know. I am curious to hear
other opinions.
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